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ABSTRACT

Inthefal of 1996 the Kern County Board of Supervisors ddlivered avison statement to
County gtaff. “To create and maintain the most effective, customer-centered county government in the
nation.”

The problem identified in accomplishing this god wasthat Kern County Fire Department
(KCFD) personnd did not have aclear understanding of who the customers are, where they fit in
planning, and how they should be treated. The purpose of this applied research project was to develop
an undergtanding of who congtitutes a“customer,” to determine where they fit in the planning process,
and to establish a set of “customer service standards.” The descriptive research method was used for
this project.

The research questions to be answered were: (1) what isthe definition of the term “customer?’ (2)
What is the relationship between customer needs and expectations? (3) What role do customer needs
and expectations play in overdl planning and service provison? (4) What customer service ddivery
standards should be set for the KCFD?

Research was conducted utilizing KCFD and other fire service sources, the Kern County Public
Library and the Internet. For reference both fire department and business related sources were utilized.

The results of the research pointed out that customers are individuas and groups, defined by age,
location, socioeconomic factors and both internal and externd to the fire service. Efforts must be made
to contact the customers during the planning processto find out what they expect aswell as what they
need. Also, personne should treat others as they wish to be treated.

Based on the research severd recommendations were identified, including: (1) research which

customer groups are located in service areas. (2) Contact these groups and find out what they need and



expect from the fire department, either through customer surveys, persond visits to stakehol der
mesetings by fire department representatives, or both. (3) Utilize customer input in planning of service
provision. (4) Determine customer satisfaction with service delivery through after action surveys. (5)

Implement a customer service plan, complete with a customer service manudl.



TABLE OF CONTENTS
PAGE
A B ST R A T e e e e e e 2
TABLE OF CONTENTS. ... e e e e e e e e e e e e e e e e e 4
INTRODUGCTION. .. i e e e e e e e e e e e e ettt e e e e e e e e e e e 5
BACKGROUND AND SIGNIFICANCE... ... e 6
LITERATURE REVIEW ... .o e e e 9
PROCEDURES. .. ... e e e e e e e ettt e e e e e 20
L U I 22
DISCUSSION . .. e e e e e e e e e e e e e e e e e e e e 24
RECOMMENDATIONS. ... e e e e e e e e e e e e e e e 29
REFERENGCES. .. ... et e e e e e e e e e e ne e 30
APPENDICES
Appendix A.....Kern County Fire Department Mission Statement............ccevvviieiiienennnn. 33

Appendix B.....Kern County DemographiC Data.............oovviniriie i e e 34



INTRODUCTION

Inthe fal of 1996 avison statement was delivered to County staff by the Kern County Board
of Supervisors (KCBOS) [Kern County, 1996]. It was short, concise and unambiguous. “To create
and maintain the most effective, customer-centered county government in the nation.”

The Kern County Fire Department (KCFD) has a mission statement that aludes to the
customer service expectations of its members (1996). The misson statement sets many customer-
sarvice oriented goals for fire department personnd. The problem identified in accomplishing these gods
was that KCFD personnd did not have a clear understanding of who the customers are, where they fit
in planning, and how they should be treated.

The purpose of this applied research project was to develop an understanding of who
conditutes a“customer,” to determine where they fit in the planning process, and to establish a set of
“customer service standards.” This needed to be accomplished in preparation for developing a
customer service manud for the department. This manua will be distributed throughout the department.
It will dso adinincreesang the leve of cusomer service through influencing the organizationd culture by
promoting a“customer centered gpproach.” 1t will be used as a guide for empowering personnel in
decison making and to let them know what standard of customer service is desired. This paper was
prepared utilizing the descriptive research method.

The research questions to be answered were:
1. What isthe definition of the term “ customer?’
2. What isthe relationship between customer needs and expectations?
3. What role do customer needs and expectations play in overdl planning and service provison?

4. What customer service ddivery standards should be set for the KCFD?



BACKGROUND AND SIGNIFICANCE

Over the last severd years much attention has been paid to reengineering government in Kern
County (R. Elliott, persond communication, April 1, 1999). This effort has affected al departments
within County government. The KCBOS handed down a clear, concise and unambiguous directive, in
the form of avison statement, to its department heads. The vison statement reads. “To create and
maintain the mogt effective, customer-centered County government in the nation (KCBOS, Fall,
1996).”

In the reengineering process there were severd god's specified for department heads, including
the Fire Chief, through the office of the County Adminigtrative Officer (CAO). One of thesewas a
paradigm shift towards customer service in dl County department activities (S. Jones, persond
communication, March 30, 1999).

Asareault of the directives from County staff, the KCFD’ s Strategic Plan (KCFD, p. 25,
19994) was amended to include the goa of establishing a* customer service plan and public contact
guidebook” for employees. These documents were to include dl fire department employees. line, Saff
and civilian.

Customer service had dready been addressed, a least partidly, in the misson statement. The
mission statement had recently been revised through the establishment of atask force (KCFD, January,
1996). The mission of the KCFD [Appendix A] (1996) isto:

...protect life and property by providing effective public education, fire prevention, and
emergency services. We are committed to proudly serve our community in the safest, most

professond and efficient manner. To fulfill our misson we will actively participate in our



community, serve as role models, and continudly seek ways to maximize resources while

preserving essentid services deemed excdlent by our customer. We will congtantly eva uate the

type of service; method of delivery and equipment needed to perform our duties. Compassion,

fairness, and integrity are practiced in al our endeavors. People are our most valuable resource.

We are accountable to those we serve. We are responsible for our actions. Pride, the pursuit of

excellence, and commitment to customer service are of paramount importance. We will present

a pogitive gppearance and attitude.

The customer base is changing as well [Appendix B] (Kern County Network for Children,
1998). Demographic research projects that, not only is the population increasing, it is getting older and
changing in its ethnicity. From 1990 to 2005 the popuation will increase from 550 thousand to over 900
thousand. From 1990 to 2000 the median age will increase from 26.5 yearsto 31.0 years. From 1990
to 2005 the population will become less white and more Hispanic. At the projected rates the trends are
expected to continue long into the future.

The socioeconomic makeup of the County is heavily weighted towards lower income groups
(Kern County Board of Trade, 1999). Approximately 70 percent of the population earn lessincome a
year than anew firefighter (Kern County Firefighters Loca 1301, 1996).
Kern County

Kern County is approximately 8 thousand square miles in Size with a population gpproaching
700 thousand people (Kern County Board of Trade, 1999). Theterrain varies greatly and changesin
elevation from 206 to 8,755 feet. It begins in the West on the eastern Sde of the coastal mountain range
with il production as the main enterprise. The land then flattens out into the floor of the San Joaguin

Vdley with agriculture, ol refining, and manufacturing, main trangportation routes and urban aress.



Moving eastward the terrain then becomes mountainous and stretches over the Southern end of the
SierraNevada. On the East Side of the County the land turnsto desert (Mojave Desert). Inthisarea
aretwo large military bases, China Lake Nava Wegpons Center and Edwards Air Force Base
(Western landing Site of the space shuttle).

Kern County Fire Department

The KCFD provides awide range of servicesto the citizens of Kern County and those passing
through (KCFD, 1998h). These servicesinclude: emergency response to hazardous materias incidents,
vehicle accidents, fires, rescues, medica aids, natura disasters, and prevention efforts. Services are
provided through 45 fire stations with 45 engine companies and two truck companies. Support facilities
include a headquarters, vehicle repair facility, warehouse and dispatch center.

The KCFD provides servicesto eight of the eleven incorporated citiesin Kern County and
numerous smal communities. It provides services in metropolitan, rurd, wildland/urban interface and
wildland aress.

Cooperating fire agenciesinclude the Cdifornia Department of Forestry, eight adjoining county
fire departments, three incorporated cities, three prisons, two nationd forests, two military ingalations
and the Bureau of Land Management. All of the aforementioned participate as partnersin joint powers
agreements, mutuad aid agreements or assstance- by-hire agreements.

The members of the KCFD dso work closaly with numerous other agendies, induding law
enforcement (Six police departments and the Kern County Sheriffs Department). Prevention efforts are
provided to 49 schoal digtricts and the Kern County Superintendent of Schools, as well as numerous

other groups.



Tota requests for service from the fire department have stayed about the same, over the years
for which datais available (1993 — 1998), at gpproximately 29 thousand calls per year (KCFD,
1999h). The requests for medical aid assistance, however, have increased 24 percent and have become
the leading demand for emergency services a gpproximatdy 55 percent of cdls.

With dl of the changesin service demand and demographicsit isimperative that the members of
the KCFD learn how to identify the customer base, adapt to their needs and include them in planning.

The results of this research will assist the KCFD in preparing a customer service document to
be presented to al members, regardless of assgnment. This document will spell out the customer-
centered approach that isto be utilized in externd and internd customer contacts. Other fire
departments may dso find this research useful as they identify their customers and develop their own
customer service standards.

This paper was prepared to satisfy an objective contained in the Nationa Fire Academy
Executive Fire Officer course, Executive Development (NFA, 1999, p. SM 10-2). The objectiveis
contained in Unit 10 Service Qudity/Marketing and readsin part “... develop Srategiesto improve
organizationd qudity and service standards.”

LITERATURE REVIEW

The literature review includes alook at the issues of customers, planning and customer service
from severd viewpoints. These include both fire service and business sources.

To provide effective cusomer service one must first define the term customer. Webster (1973,
p. 122) defines customer as. “1 : one that usually buys from or patronizes the same firm.” Webster
(1986, p. 318) defines customer as. “1 : one that purchases acommodity or service 2 : an individua

usudly having some specified distinctive trait.” The thesaurus in Microsoft Word 7.0 (1995) provides
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the following synonyms for customer: “buyer, purchaser, shopper, client, patron and consumer.”
Brunacini (1996a, 52-56) defines customers as. “those who receive our service.”

Brunacini (1996b, p.2) further characterizes the customer as.

Mrs. Smith. Sheredly is not new — actudly she has been around aslong as we have. It'sjust

in the past we have never very effectively included her in our thoughts, planning, and operations

in the specia way that makes her our customer. She represents the regular, red live people who

cal usfor help when something burns, or something hurts, or something bregks. A lot of both

her immediate and her long-term future depends on how we respond to her call for help, and

how we treat her during our time together.

Customers can be seen both as individuas and as groups, in Strategies For Marketing Your
Fire Department Today And Beyond [SMFDTB] (USFA, 1998, p. 21) customers are described as
groups such as “the ederly, resdents of older neighborhoods, recent immigrants, individua
neighborhoods,” and etc. Adams, (1983, p. 41) when speaking about fire safety education, divides
groups receiving fire safety education into subgroups including: “preschool children, d ementary school
children, adolescents, adults, elderly and the handicapped.” Risk Watch (NFPA, 1998) dividesthe
groupsit isfocused on into: “PreK-K, 1-2, 3-4, 5-6, 7-8 and caregivers.” IFSTA (1979) refersto
groupssuch as. “preschool, grades 1-3, grades 4-6, Junior High, Senior High, Adults and Older
Citizens” The California Fire Plan (1996) refers to the customers of the plan as* public
stakeholders’ and “wildland fire protection providers a the federa, state and loca levels”

The focus of this section has been on the “externa customer.” These customers can be summed
up as those who receive our services outsde the organization. External customers can be viewed as

individuas and as groups. They have aways been out there, but have not dways been recognized for
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who they are and what effect they should have on the decision making process. Even Webster has
broadened the definition of customer as time has progressed, from what one would deem aregular
customer to now even aone-time user of services or specid group.

Another group of customers that must be considered in any effort at customer service are the
“internal customers.” In thetext SFMFDTB (1998, p. 21), it States.

Customer service modeds aso apply to the internd customers of the fire department-the men

and women who are the organization. They are customers o, and have needs and

expectations that must be met. It is easy at timesto think of these men and women as Ssmply

“employees’ or the “rank and file.” However, they are the driving forces of the organization,

and without them it would not be possible to ddiver any programs or services to the citizensin

the community. Without satisfied interna customers the needs of the externd customer-the
atizensin the community-will not be satisfied. Thus, fire department leaders have two groups of
customers.

Among internd customers there are both individuas and groups. Severd of these groups were
identified within the KCFD (L. Hailey, persond communication, April 23, 1998). They are:
labor/management, line/staff, operations, auto shop, support services, dispatch, fire investigation,
training, office personnd, fire prevention and adminigration.

The fina report of the Fire Prevention 2000 workshop Fire Prevention 2000, Challenges and
Solutions (NFPA, FMANA, 1998, pp. 9-10) liged chdlenges and solutions for fire prevention issues
in the next century. Some of these dedlt with customer service challenges, both internd and externd.

They are:



“Public image, diveraty/cultura differences of communities and fire department staff, customer
sarvice attitudes needed (in the fire service); reaching the hard to reach population, such aslow
income; changing role of fire sarvice; parochid mindsat; aging customers;, get community
involved; garnering politica support; labor/management issues, changing demographics,
changing society vaues, changing role of fire service; conflicting demands: internd & externd;
perception vs. redigtic expectations, traditions! keep-let go; public priorities and language
barriers.”

When assessing these challenges one could change the focus from fire prevention to numerous
other issues facing the fire service. Customer service is not limited to quick response and proper
goplication of firefighting or medica aid resources. It gppliesto al areas of fire department activity, both
internd and externd. There is dways an undercurrent of find out what the customer wants and needs
and do your best to accommodate them.

When deding with customers one must determine what they need and what they expect. To
determine the relationship between needs and expectations a clear definition of each isaprerequisite.

Webster (1986, p. 790) definesneed as. 1 : necessary duty : OBLIGATION, 2 : alack of
something requisite, desirable or useful b : a physologicd of psychologicd requirement for the well-
being of an organism. Synonyms in the thesaurus include (Microsoft, 1995): necessity and insufficiency.
Expectation is defined as (Webster, 1986, p. 436): 1 : the act or State of expecting :

ANTICIPATION. Synonyms for need in the thesaurus include (Microsoft, 1995): anticipation, belief
and hope.

Bednarz (1999) dtates.
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What causes a customer to turn angry or hostile? These include fedlings of being
unappreciated, let down or betrayed. Thisis often caused by a sdes person who is completely
unaware of their expectations. This has been documented as amgor cause of customer
dissatisfaction. The reason for this dissatifaction isthe lack of understanding by both the buyer
and the sdller regarding the difference between a need and an expectation.

What defines these differences? A need is an urgent requirement of something essentid;
something people require. Expectations are something customers anticipate will happen. These
may include a reduction in cogts or an improvement in the qudity of their product or services.

Y ou can fulfill needs without satisfying their expectations. Y ou can meet every
specification of a specific order and till not meet the customer’ s expectations.

Needs are on avery basic level and provide for the survivd of the customer and their
belongings. Expectations include what the customer hopes the outcome will be and are largdly affected
by how they are treated. The fulfillment of needs does not necessarily mean that the expectations will be
fulfilled aswell. Needs are the nuts and bolts things that the fire department does. Satisfying
expectaions include the “nice things’ that add value to services.

Theimportance of identifying the needs and expectations of customers can aid the department in
planning the application of itsresources. In SFMFDTB (1998, p. 21) it states:

- By learning and meeting the needs of the customers, organizations will help ensure that

precious resour ces are being applied to the areas of the greatest need.

- By sarving the interna customers, the fire department adminigiration will improve the

effectiveness of each individud and of the overall organization.
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- By being a committed advocate for the needs of both the external and interna customers, the

fire chief will develop acriticd dement: the trust of those served.

- Dedicating the resources of afire service organization to learning and then meeting the needs

of the externd customersresultsin ahigh leve of community equity.

Brunacini (1996b, p. 2) dates. “1 beieve she (the customer) should begin to play the centra
role in both our persond and professiond (occupationa) mentality and in our organizationd service
ddlivery game plan.”

Grainger (1998) dates.

Research focused only on existing customer need satisfaction can be very mideading, snce this

indicates that your customers are only satisfied with what they are currently recaiving, and not

what they could receive.

What is needed is “customer vaue management.” Customer va ue management
measures the success factors which form the basis on which the customer will evauate the
enterprise’ s product in relation to that of its competitors. These factorsinclude inter dia,
product quaity, costs of product or service acquidtion and usage, and image in the
marketplace. Focusing on these issues, rather than “customer satisfaction”, will bridge the gep
between what the customers actually receive from the enterprise’ s product and what the redly
desireto receive.

Adams (1983, p. 20) recommends that before presenting information, market research be
done. Thisincludes. “research your audience' s attitudes, characteritics, learning abilities, and

preferences.”
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When it comes to department planning, the customers, both internd and externd, must be
included. Appy (SFMFDTB, 1996, p. 23) stated: “Odds are good that the best ideas will come from
people who both understand the god's of the organization and are working directly with the communities
they seek to serve.”

In SFMFDTB (1998, p. 23) the citizens of the community are referred to as the “ owners of the
business” Solutionsfor customer needs satisfaction identified in Fire Prevention 2000, Problems and
Solutions were (NFPA, FMANA, 1999, pp. 12-25):

Panning and vison: Get involved with locd, sate and nationa coditionsto review and
address common fire and life safety problems to develop a unified focus.

Change fire department attitudes. Improve labor/management communications by
identifying common grounds of mutud interest and start with aress having the grestest
crossover interest for both groups.

Increase public involvement:  increase public awareness of the importance of ther
involvement with fire prevention.

Build coditions to help reach your gods. The primary targets for building coditions can be
divided into internd and externd groups. For both, the gpproach isto find compatible
organizations and build mutud- benefit relationships. The foundation for building relaionsips
includes tregting potentid partners as customers and then exhibiting impeccable customer
service attitudes.

Anticipate changing demographics. Fire prevention messages must be targeted to specific
audiences so that these messages can be made relevant to specific needs.

Brunacini (1996a, pp. 52-56) in an article about meeting customer needs stated:
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“Customer-centered means that customer needs, perceptions, and fedings begin to design and drive
how the service delivery system looks and behaves... We have dways done the very best we could for
our customers, but we haven't spent much time asking them what they really want...smply, we decided
what we thought they redlly needed, ddivered that service, and went home.”

In order to determine customer needs and expectations it is necessary to make contact with the
customers and find out what they redly want. Their needs are, in many cases, evident. It isthe
expectations that take in-depth research to discover.

To provide excdlence in customer service, standards must be identified. As a part of the
County vision statement severd directives were aso provided, these are (Reengineering Times, Fall,
1996):

Maintain and communicate a strategic vison focused on excellence and innovation.
Respect dl employees as vitd, effective team members

Be effective as defined by the customer.

Collectively and continuoudy improve work.

Measure performance and manage by fact.

Reward individud and team performance based upon how well we meet organizationd
gods.

Bednarz (1999) dtates. “A critical element to successfully managing a cusomer’ s expectations
isto never over promise and dways over perform. A sdes person can only build credibility by never
promising anything that ether they or their company can't ddiver.”

Cantelme (1995, pp. 1-7) dates:.
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The bottom line must dways be * customer service.” Viewing those who receive our services as
“cusomers’ isamgor cultural change for most of us. Every interaction with the publicisan
opportunity to positively impact public perception of the Phoenix Fire Department (PFD) and its
members. We are customers every day in our persond lives. Whether we are going to the store
or edting a arestaurant or purchasing a service, we expect quality servicein our persond lives.
We should provide nothing lessin our professond lives. If you witness an occason of poor
customer service, it is your obligation to point it out either a the time or when you get back to
the gation. If poor customer sarvice is not dedt with at the time, then it becomes the norm. In
the internd customers section, the pamphlet dates. al members are important. Each of is
responsible and accountable for his or her action or inaction. Each of usis unique with our own
fedings, ideas, hopes and ways to do things. Our trestment of the public begins with how we
treat each other. Each of us hasaright to be treasted with dignity and respect. This requires
involving them in substantive decison making.
Grainger (1998) provides a checklist to ensure that customers receive what they want as away
to succeed. It includes:
Cregte aclear, focused and redistic misson statement. This can be accomplished by listing
al the things which the business amsto be, as well as those which it does not want to be.
Define who are your customers and your clients. This leads to what products or services
they need or require, how you will provide them and what differentiates you from

competitors.
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Present services with clarity and without ambiguity. Image, premises, Sationery should
present your service well, with atention paid to the human interface - phone and face-to-
face contact.

Encourage good communications skills - including speech, writing, listening and reading and
the avoidance of jargon. Communication with customers should show that the business
cares about them.

Provide clear information about new or improved services or products, and respond
promptly and helpfully to queries or requests.

Be gpproachable. Clients and customers can be intimidated by complex paperwork, strange
terminology and procedures.

Respond to customer’ s needs, ask them (as well as those who are not your customers)
about thelr requirements, as this can help to define your business.

Ddiver what is promised, high stlandards may be set, but unless they are implemented,
credibility islost - be honest and transparent.

Maintain competence a dl times. Ensure the business has the ability and capacity to carry
out tasks and supply products or services. This competence must extend to al functionsin
thefirm, and across dl levels of gt&ff - including senior management.

Define sarvice gandards. Rdiahility is about having minimum standards, which are
consstently exceeded. With intangible services, abrand loyaty must be built on recognized
standards of service and consistency, in other words - qudity.

Empethize with customersto fully understand their needs. Identifying closdly with customers

will encourage understanding of customer expectations and requirements.
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Give your customers peace of mind. Ensure that they are confident that you arein control of
their affairs, that documents are safe and that |etters and phone cals will be answered
promptly, data accessed rapidly and promises fulfilled.
Be courteous and friendly at al times. Customer serviceis based on rel ationships between
people, and mutua respect, trust and confidence are based on courtesy and honesty.
Achieving good cusomer service is Smple and uncomplicated; it involves doing many
amall things. It must be defined and provided redigticaly to be credible. It must be a
way of life, a habit acted out with Sncerity, otherwiseit will fail.
Brunacini (1996b, pp. iii-iv), describes stlandards of customer service asfollows:
Our essentid mission and number one priority isto ddiver the best possible customer
service to our customers.
Always be nice - treat everyone with respect, kindness, patience, and consideration.
Always attempt to execute a standard problem-solving outcome:
qui ck/effective/skillful/safe/caring/managed.
Regard everyone as a customer.
Congder how you and what you are doing looks to others.
Don't disqudify the customer with your qudificaions.
Badic organizationd behavior must become customer centered.
We must continualy improve our customer service performance.
Cantelme (1995, p. 5) references the customer service standards of the L. L. Bean Co., they
ae “Thecustomer is the most important person ever in the company; not dependent on us, we are

dependent on him; not an interruption of our work — they are the purpose of it.” Cantelme then goes on



to state: “The people who cdl uswith their problems are not an interruption to our work. They are our
work.” The Phoenix Fire Department Way (1996, pp. 10-11) specifiesthat: “PFD memberswill
provide the best possible service to our customers’ and that it will be *quick, skillful, caring, standard,
professiona and resourceful.” It aso states that: “the PFD will provide the best possible support to our
members.”

In setting customer service standards the customer must come first. When they call for service
they must be treated as the purpose of our existence. Taking care of their immediate needs by putting
out the fire or bandaging their woundsis not enough. They need to be treated as people. The
importance of treating each other as customers must not be overlooked. One of the most important
customer groups is the employees of the fire department.

PROCEDURES

The research procedure used in preparing this paper began with areview of literature available
from the Learning Resources Center at the Nationd Fire Academy in March of 1999. Additiona
literature was reviewed at the Kern County Library. On April 30, 1999 avist was paid to the Kern
County Board of Trade to gather statistica information on Kern County. Utilizing AOL Netfind at
AOL.com. a search was made of the Internet on April 27, 1999 under the subject heading of customer
service. This search was limited to the first 100 Sites of atotal of 3,980,539 matches. Documents
provided by the KCFD and the CAO were referenced for information on strategic plans, reengineering
and etigticd data

I nterviews were conducted with Scott Jones, CAO for the County of Kern; Ross Elliott,

(Reengineering Facilitator) Specid Assstant to the CAO; Danid G. Clark, Fire Chief, KCFD and
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LeCostel Hailey, Deputy Chief, KCFD. These persons were selected for their knowledge of county
government, the fire department and the reengineering efforts underway in Kern County.
Limitations

This research paper was limited in severd ways. One being that the fire service, asit appears,
has only tried to quantify and focus on customer service ddivery in the recent past. In researching texts,
such as Managing Fire Services (1979), customer service does not gppear in the index, nor isthere
any specific mention of it asapriority. Though thisis not a particularly recent text, many fire service
managers were raised with it as their guidebook and it has been used historically as a source of test
questions for upper management positions in the fire service (D. Clark, persona communication, April
30, 1999).

An additiond limitation was the review of only the top one hundred stes found during the
Internet search. Asthe Stesincreased in their assgned number the subject became more remote from
the origina intent. Had the search subject been modified or stated differently, the site rankings could
have changed and a Site(s) missed may have been discovered.

From the fire department viewpoint, the subject of customer serviceisjust garting to be
addressed in volume. The most prolific source gppears to be the PFD and its Chief, Alan Brunacini.
Chief Brunacini not only has atext on the market, but is quoted in numerous magazine articles and NFA
documents as well. A review of the subject matter presented at the 1999 Fire Rescue West illustrates
that customer service, as atopic in the fire service, is becoming much more popular. One of the

presentationsistitled Putting the Service Back in Fire Service (Johnson & Snook, 1999).



Future research should produce many more sources of information with the fire service asthe
focus. Within the next year an additiona source of information, for example, will be the KCFD’s
Customer Service Guide.

Terms

Community equity: Smilar to placing money in a savings account. The money draws interest
and continues to grow. Each deposit increases the organization’ s financia security in case of an
unexpected need or emergency. This account can be described in terms of community good will. When
awithdrawa needs to be made there needs to be an amount of good will on deposit to “fund” it.

External customers: Personsin the community that either have received services, will receive
SENVICes, O may receive SerVices.

Inter alia: Among other things

Internal customers: Those personsthat work for the organization. They are more commonly
termed employees.

Reengineering: (1) to chalenge the fundamenta assumptions on which bureaucracies are built
and radicdly redesign these organizations around desired outcomes rather than functions or
departments. (2) To take afresh look a how work is performed and determineif it is accomplishing
what is needed in the most efficient manner.

RESULTS
1 What is the definition of the term “customer?”
“Customers’ can either be viewed as regular users of a service or one time users (Webster, 1973,
1986). They are often viewed as groups. Based on race, age, grade in school, neighborhood,

responsibility, stakeholders or by agency represented (SMFDTB, 1998; Adams, 1983; IFSTA, 1979,



CdiforniaFire Plan, 1996). Customers can be further divided into internal and externd groupings
(SMFDTB, 1998). Externd customers are those referenced above that do not work for the fire service.
Theinternd customers may be divided by rank and line and staff positionsin the fire service (Halley,
1999). Further divisons of customers are possible until the individud levd is reached, the “Mrs. Smith”
Brunacini refersto (1996a).

2. What is the relationship between customer needs and expectations?

Prior to examining the relationship between a need and an expectation a definition of eachisa
prerequisite. A need is defined as a“lack of something requisite, a physiologica or psychologica
requisite’ (Webgter, 1985). Synonymsinclude: anecessty or insufficiency (Microsoft, 1995). An
expectation is defined as “the act or state of expecting, anticipation” (Webster 1985). Synonyms
include: “anticipation, bdief and hope’ (Microsoft, 1975). According to Bednarz (1999) aneed is“an
urgent requirement of something essentid” whereas an expectation is a customer anticipation of what
will happen. Customer needs can be satisfied without satisfying their expectations This may lead to
dissatisfaction and even hogtility in some Stuations.

3. What role do customer needs and expectations play in overall planning and service
provision?

Customer needs and expectations must be researched in order to determine what they are.
They must become centra to planning for provison of services (Brunacini, 1996b). Adams (1983)
refersto this process as* market research.” This can help in determining the gpplication of resources to
the areas of greatest need (SFMFDTB, 1998).

According to Grainger (1998) the needs and expectations process should not only be focused

on after-the-fact surveys. Multiple factors such as. qudity, cost, service acquisition, usage and image
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must be consdered. Thiswill ad in determining not just what the customer isreceiving, but what they
could receive.

To properly perform planning for customer service ddivery the customers themselves should be
involved asthey are “the owners of the business’ (SFMFDTB, 1998). Severd recommended methods
of seeking direct customer involvement are to form or join coditions, change fire department attitudes,
increase public involvement and anticipate changing demographics (NFPA, FMANA, 1999).

4. What customer service delivery standards should be set for the KCFD?

In directing department operations towards a“customer centered approach” standards must be
identified. Some of the proposed these are to create avison/mission, respect al employees, be
effective, improve work, measure performance/ manage by fact, and reward performance
(Reengineering Times, Fdl, 1996). Bednarz (1999) recommends under promising and over
performing. Cantelme (1995) dates that the bottom line must be customer service, with employees
treating others as they would wish to be trested and that they are involved in “substantive decision
making.” He aso demands that poor customer service performance not be ignored.

Grainger (1998) recommends preparing a misson/vison, one that not only states what should
be, but what should not be. Grainger and Brunacini (1996b) both list afriendly, caring approach as
necessities.

Severd of the authors (Cantelme, 1995; Brunacini, 1996b & Grainger, 1998) dl recommend
that customer service should place the customer first, because they are the important party in the

transaction, their needs come first and their expectations should be met as much as possible.
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DISCUSSION

The concept of customer service has hit the fire service like a brick through a storefront window
with a note attached. The note says that we are not giving people what they expect. We were smug and
content within our fire gations (the storefront) providing the services that we thought people needed.
When the heroes arrived the fire went out, the bleeding stopped and things got better, at least in most
gtuations. Ther equipment was shiny and nicely decorated with gold leaf, some even had chrome rims
to better show our pride in oursalves. We wore our uniforms proudly and modeled them for al inthe
community to see. If the Public needed the firefighters in an emergency they werethere 24 - 7 - 365
days ayear, Thanksgiving and Chrisgmas included. They could be counted on, even at risk of their own
lives. They sncerely thought that was enough. Now, asit turns out, it wasn't. Firefighters are congtantly
reminded what happens to organizations that fail to change with customer demand. They disappear or
are replaced. “Remember the dinosaurs’ isthe new ralying cry.

As an atempt to improve customer sarvice is made, severa things must be kept in mind. One of
the foremost isthe cost. When responding to dectrica plug firesit used to be accepted practice to bury
the ax head in the wall to make a hole to check for extenson. The new way of doing thingsisto get the
battery operated saber saw from the engine and make a nice, neet, easly patched hole. An ax has alife
gpan of 100 years or more in some departments. Fire departments dready have them, they are low tech
and nearly indestructible. A battery operated saber saw is expensive and needs to be replaced on a
regular basis. It has a battery that must be kept charged and blades that must be replaced. The ax
serves many purposes,; the saber saw only afew. The budget and the engines can only carry so much

equipment before one or both are overloaded.
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Thefire service has prided itsdf on being able to take on dmost any Stuation and make a
positive difference in the outcome. Evidenced by such statements as“Any job, anywhere, any time”
(Klinoff, 1997, p. v). They may not have aways made their customers fed good, but at least they
stopped whatever harm was occurring, either to people, property or the environment.

Part of the reason for the emphas's on customer service may well be that the fire service has
shifted much of its focus from putting out fires (conserving property) to provison of medica ad (saving
lives). The fire department has dways gone by the axiom of saving lives and property, but this was used
in the context of fighting firesto save lives. In fact, fire departments do not face asgnificant life safety
risk a mogt fires and are saving inanimate objects. These objects have no emations and do not react if
treated without regard to their fedings.

In any given community, the fire department is still a monopoly. They are not competing directly
with other providers of their service. They are, however, competing with other agencies for tax dollars.
Asfire departments are forced to judtify their vaue to the communities they serveit isonly naturd that
they would look to the businessworld to learn how to compete

Answers to research questions.
1 What is the definition of the term “customer?”

In the broadest terms, customers are anyone, both internaly and externdly, that the fire
department provides a service to or comes into contact with (Webster). According to most of the
sources (Brunacini; SFMFDTB; NFPA, FMANA; NFPA; Adams; IFSTA) externa customersinclude
the multitude of socioeconomic, ethnic, age, grade level, and etc. groupsin the community. Externd

customers aso include professiond groups (e.g., other fire departments and emergency service



27

providers) (Cdifornia Fire Plan). Externa customers must aso be viewed as individuas, either within or
without a group. These are the “Mrs. Smith’s” (Brunacini).

Internd customers include the personne in the various bureaus, support functions and
operations personnel within the fire department (Hailey). They must not be overlooked when
consdering who the customers are (Brunacini; Cantelme).

2. What is the relationship between customer needs and expectations?

What customers need is the basis for the development of the modern fire service. They need
protection from fire and other naturd disasters. They need medical assistance in emergency and nornt
emergency Stuaions.

They can and should expect that these services will be delivered in a professona manner. What
that professona manner iswill be discussed in question 4.

As Bednarz gates, expectations follow directly from needs. Services could be delivered in a
brusque and deliberate manner (e.g., we came, we saw, we put it out, we left). They should be
ddivered in akind and caring manner (Brunacini & Cantedme). Thefireis out, as many of your
bel ongings have been saved as possible, you have been found a place to stay and you will be checked
on later to ensure that you are doing okay. One thing to be kept in mind is thet as expectations are met
they quite possibly will rise,

“To dways under promise and over fulfill” isadifficult misson for the modern fire service
(Bednarz). Budget congraints do not alow the unlimited resources that will totally place a person who
has suffered a disaster back on their feet. In some Stuations, where staffing is rdlatively low and sations

are widdy spaced, personnel must ready themselves and their equipment for the next response and are
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not aways cgpable of relying on the next due company to cover for them while they provide follow up

care.
3. What role do customer needs and expectations play in overall planning and service
provision?

The research for this paper indicated that one group in the fire service has been very concerned
with the who, what and how of customers for some time. This group is those working in fire prevention.
One can go back severd years and find sources that indicate the planning of service provison must
begin with alook a who will be recaiving the service and center it on their needs (Adams; IFSTA).

Before customer centered planning can be accomplished customer needs and expectations must
be assessed. This can be accomplished through community meetings, group sessions and surveys, as
well as one-on-one contact (SFMFDTB; NFPA, FMANA).

Customers needs and expectations may not necessarily be what the fire department thinks they
are. After the fact surveys of customer satisfaction serve a purpose, to determine how well the misson
was accomplished when services were provided. They do not discover what could have been done
(Grainger). When hard decisions need to be made to gpply scarce resources to get the most for each
dollar the customer must be included in the decision making process, even to the point of playing a
centrd rolein decison making (SFMFDTB). Without their input, firefighters may very well chooseto
put chrome rims on the engine rather than use the money to purchase an automatic electronic
defibrillator. There is nothing wrong with pride in your equipment, but chrome rims serve no red
purpose.

4. What customer service delivery standards should be set for the KCFD?



In the KCFD, attention to customer service has dways been deemed a priority. The misson
gatement grew out of adirective from the Board of Supervisors, but was not amgor paradigm shift for
most members of the department. Personnd did what they did out of a commitment to others. It was
not quantified, nor specified, but it was provided. Now that we have writers that have put this
commitment into easly understood catch phrases such as. “be nice, treat everyone as you would like to
be treeted, put customersfirg, they are the boss’ (Brunacini; Cantelme) it may be more easily
communicated to old hands and new recruits aike.

In essence, the focus of pride in the KCFD must change from how well the personnel
performed on the last “good fire” to how wedl they treat the internd and externa customers. Thiswill
not be easy and will take some time. Personnel have been selected and trained for ther ability to
perform in stressful Stuations, not their ability to empathize with someone in pain, whether it is physica
or emotiond. The effective management and mitigation of emergenciesis dill atop priority, it isjust the
change of focus on how it is done that needs fine-tuning.

RECOMMENDATIONS

1. Utilizing demographic data, research which customer groups are located in service aress.

2. Contact these groups and find out what they need and expect from the fire department, either
through customer surveys, persond vigts to stiakeholder meetings by fire department
representatives, or both.

3. Utilize customer input in planning of service provison.

4. Determine customer satisfaction with service ddivery through after action surveys.

5. Implement a customer service plan complete with a customer service manud.
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APPENDIX A
KERN COUNTY FIRE DEPARTMENT
MISSION STATEMENT
“The Kern County Fire Department is dedicated to protecting life and property by providing
effective public education, fire prevention and emergency services. We are committed to proudly
serving our community in the safest, most professional, and efficient manner.”
To fulfill our mission we will actively participate in our community, serve as role models, and
continually seek ways to maximize resources while preserving essential services deemed
excellent by our customer. We will constantly evaluate the type of service, method of delivery
and equipment needed to perform our duties.
- SAety fird isnot acommitment, it isaway of life;
- Compassion, fairness, and integrity are practiced in dl our endeavors,
- People are our most valuable resource;
- Weare accountable to those we serve;

- Weareresponsble for our actions,

- Pride, the purauit of excdlence, and commitment to customer service are of paramount importance;

- Wewill promote the use of qudity principles, concepts and technologies;

- Wewill present a positive gppearance and attitude;

Our vaue to the community is measured by the fulfillment of these commitments.



APPENDIX B

TABLE 1.1
KERN COUNTY
TOTAL POPULATION BY YEAR AND RACE/ETHNICITY
1990-2000
1990 % 1995 % 2000 %
White 340,892 62.7 366,570 55.6 436,870 54.5
Black 28,851 5.3 39,410 6.0 46,980 5.9
Other 21,739 4.0 28,390 4.3 32,770 4.1
Hispanic Origin 151,995 28.0 224,840 34.1 285,370 35.6
Total 543,477 100.0 659,210 100.0 801,990 100.0
TABLE 1.2
KERN COUNTY
TOTAL POPULATION BY YEAR AND SELECTED AGE GROUPS
1990-2000
1990 1995 2000
Under 5 years 52,257 68,830 77,480
5-9 Years 51,926 59,060 74,910
10-14 Years 43,726 56,110 65,500
15-19 Years 38,327 49,860 62,680
20-24 Years 38,032 48,080 56,550
25-34 Years 99,740 106,700 109,780
35-44 Years 78,288 101,060 124,550
45-54 Years 49,288 64,830 90,510
55-64 Years 39,251 42,860 60,070
65-74 Years 32,528 36,120 44,920
75 Years and Over 20,114 25,690 35,040
Total 543,477 659,200 801,990

Median Age 28.9 28.8 31.0




TABLE 1.3

KERN COUNTY
ESTIMATED POPULATION BY AGE, RACE/ETHNICITY AND YEAR
1990 - 2005
Total Hispanic Under Hispanic
Year Pop. White Black Origin 18 Pop.  White Black Other  Origin
Other
1990 549,800 345779 29,423 20,835 153,763 173,885 93,491 10,620 6,330 63,444
1991 574590 349,800 31,670 22,500 170,620 183,140 95,080 11,090 6,890 70,080
1992 595,190 354,390 33,860 23,600 183,340 191,150 97,060 11,600 7,250 75,240
1993 616,040 358,760 35220 25,100 196,960 199,200 98,420 12,110 7,670 81,000
1994 641,850 363,680 38,050 26,720 213,400 270,780 99,660 12,630 8,160 87,330
1995 659,200 366,570 39,410 28,380 224,840 214,650 100,480 13,110 8,680 92,380
1996 688,600 381,940 40,910 29,260 236,490 223,650 103,670 13,590 8,920 97,470
1997 717,680 396,690 42,490 30,130 248,370 232,330 106,580 14,060 9,140 102,550
1998 746,340 410,900 43,950 31,010 260,480 240,400 109,000 14,520 9,330 107,550
1999 774,860 424,750 45,420 31,890 272,800 247,970 111,000 14,980 9,500 112,490
2000 801,980 436,870 46,980 32,760 285,370 255,880 112,910 15,520 9,680 117,770
2001 825,020 444,690 48,520 33,650 298,160 262,340 113,530 16,050 9,850 122,910
2002 848,300 452,490 50,080 34,540 311,190 269,260 114,360 16,000 10,050 128,250
2003 870,770 459,370 51,510 35,430 324,460 275,810 114,780 17,070 10,240 133,720
2004 893,560 466,250 53,010 36,340 337,960 282,480 115,240 17,540 10,410 139,290
2005 916,600 473,120 54,520 37,250 351,710 289,590 115970 17,990 10,620 145,010
TABLE 1.4
KERN COUNTY
PERCENT ESTIMATED POPULATION BY AGE, RACE/ETHNICITY AND YEAR
1990 - 2005
Total Hispanic  Under Hispanic
Pop. White Black Other Origin 18 Pop.  White Black Other Origin
Year % % % % % % % % % %
1990 100.0 62.9 54 3.8 28.0 100.0 53.8 6.1 3.6 36.5
1991 100.0 60.9 55 3.9 29.7 100.0 51.9 6.1 3.8 38.3
1992 100.0 59.5 5.7 4.0 30.8 100.0 50.8 6.1 3.8 394
1993 100.0 58.2 5.7 4.1 32.0 100.0 49.4 6.1 3.9 40.7
1994 100.0 56.7 5.9 4.2 33.2 100.0 48.0 6.1 3.9 42.0
1995 100.0 55.6 6.0 4.3 34.1 100.0 46.8 6.1 4.0 43.0
1996 100.0 55.5 59 4.2 34.3 100.0 46.4 6.1 4.0 43.6
1997 100.0 55.3 5.9 4.2 34.6 100.0 45.9 6.1 3.9 441
1998 100.0 55.1 5.9 4.2 34.9 100.0 453 6.0 3.9 44.7
1999 100.0 54.8 5.9 4.1 35.2 100.0 44.8 6.0 3.8 454
2000 100.0 54.5 5.9 4.1 35.6 100.0 44.1 6.1 3.8 46.0
2001 100.0 53.9 5.9 4.1 36.1 100.0 43.3 6.1 3.8 46.9
2002 100.0 53.3 5.9 4.1 36.7 100.0 42.5 6.2 3.7 47.6
2003 100.0 52.8 5.9 4.1 37.3 100.0 41.6 6.2 3.7 48.5
2004 100.0 52.2 59 4.1 37.8 100.0 40.8 6.2 3.7 49.3
2005 100.0 51.6 5.9 4.1 38.4 100.0 40.0 6.2 3.7 50.1
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